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This proposal for the restructuring of teaching and 
learning in the Dundee C3llege of Education (Scotlantl) evolved fcoa a 
perceived need ^ identify and bridge any gap between education and 
society. The establishnent of four Acadenic Councils vas proposed to 
exaaine the .following areas:. (1> the aanagettent of learning and 
teacl^ing froa the unique resource facilities of the college; (2) the 
examination, and, v&en necessary, the revision of all courses to 
ensure their relevance to' social, acadenic,' and practical needs; (3) 
the estai)'l'ishitent, where desirable, of r^^lation ships between 
dppaiTjtients which would assist- fulfillment of the ,J0b jectives of the • 
college and simplify some administrative processes; and (4) the 
reyiew of assessment technique's to harmonize with^ other changes* Ibis 
'structure has materialized and is now functioning.^ The four Academic, 
, Councils are responsible for studying, evalmiting, and making 
recommendations on: learning management sy^eas; course' planning 
teams: departmental confederations; Vnd academic assessment* A 
description is given of the progress of this proposal, its strengths. 
And weakhes^es are examined, and views are offered on the f-easlbiXity 
and desirability of interdepartmental cooperation in a four-year 
college pfogiraaV W0> . ' ^ ^ . , 
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MANAGEHENTyANALYSIS PAPER FOR THE NEW QUADRIVIUM ^ 



Background . 
— ■ r 

a. 'Hie educational issues upon w^ich the New Quadrivium proposals are 

*• , * 

l:?ased 'are, , , » ' ^ 

(i) the structuring of the College ^through effective Departmental 
groupings to enable collaborative organisation' <?f courses and 
teaching and learniiig' to be carri'ed-'Out* to bist advantage. 
(It. was originally proposed that there would be four such . t 
• groupings, tg be designated faculties, hence the term, "The 
New euadrivium'^ ) 

L 

* H 

(ii) the mismatch between the concept o^ individualised learning 
on whicji the new College (opened 1975) was based, and its 
present organisational structure, which may be se^irlfi its 
traditional time-tabling as frustrating- realisation of the , 
College potential*. ^ 

(iii) a concentration within courses on the needs of students, 

. . • 

teachers and pupils in present-day society, rather than on 

\ the,, conservation of subject content for its own sake. 

Ihe in5>ortance of the proposals for the training of teachers, in Scot- 

land at this time is reflected in an increasing^awarenes^ on a wider 

front of the need to identify and bridge anV gap between education 

and'SocietVi ' • - ' i 

b. Itie proposal for ti)e re-structuring of teaching and learning in 
Dundee Tollege of Education to tackle* the issue? raised dbove has thd 
following major elements, • *^ _ • 

^(i), the establishment of a College Council capable of investigating 

. ^* and reporting on major issues of critical impedance td course 
" . * * * A 

design and m^magement. ^ 

' '/ ' ■ ^. 

(ii) ther identification of the most crucial areas for investigation 
' .and subsequent Recommendations'/ * ^ * 



the establishment of fo»r Academic^ Coiincils^to examine the 

, following ^reas, . " ' - • , 

> s f ■ , • ^ ' 

^ - the laanagement of learning and teaching to obtain the 
maxinum return from the unique resource facilities pf 
' the College- , ^ 

- the examination, and, where necessary, the revisicJn of 
^ ' all College courses to ensure their relevance t^ 

* societal, academic and practical needs. • . ^ 

- tAe^establishiDentf where desirable, of relationships 
^ between Departments which would assist fulfilment of 

the objectives of the College and simplify some admini- 

'ptrative processes.^ • 
* 

- the revJLew of assessment techniques to harmonise with 

^' " ^ . - 

' other changes • 

Ihe time-tables initially envisaged within the proposals (first sub-. 

mS^tted in May, 1980) looked for a detailed plan for restructuring ^to 

be produced rflthin^2 months.. Implementation might commence after 

that period of t*ae and extend over two or three years. 



c. The original proposals were' put by the Principal of Dxindee Col- 

l^ge of Education to the Executive committee of the College (the . 

effective decision -toaking> group, representative of" all staff afid 

students) , in ^ay, 1980, although earlier, individual views were 

♦ 

expressed to the Higher Academic staff by some Princit)al lecturers, 
and earlier Occasional Papers had been presented to "set, the scene". 

Ohe proposals tiroused considerable interest within the Executive*^ 
Committee and at all levels, of academic staff and a nianbep'of concerns 
were expressed* However, the adoption^ the general proposals was 
made at Execi/tive Committee4^1ev0l with the specific requirement that 
immediate departmental discussipns of the outline take place. 

Ohe izBplementatlon of the prdposals^ tiierefore was to be from the \ 



higher levels of aca^pmic administration down through various Councils 

to Departments and individual lecturers. 

< 

d. The structure envisaged in the initial proposals has materialised 

• w 

and is functioning, 'Hiere are five senio^ri^members of academic staff 
as the College Council and the four Academic Councj^ls are constituted 
thus, „ * ' ^ 

Ap Learning Management Systems Academic .Council , 

B* ^ Course Planning Teams Academic Councal ' 

' w 

Cp Departmental Confederations Academic Council 
* 

D, .Assessment Academic CoXincil, } , - 

Each comprises the five members of ^Collegd Council plus four members 
of staff elected by the Executive Committee. 

Every remaining member of staff was invited to make submissions/ 
either individually or through Departments, to any of these Academic 
Councils.. A comprehensive range of papers was received. In 
additior^/ nominated menders of staiff were asked to address specific 

m 

Academic Councils on spe'cialised topi^St 

The recommex^c^ations of the Academic Councils have been considered by 
Uie College Council who in turn madp precise proposals to the College 
Executive Coniaittee* ^ Agreement at this Ijevel will allow implementa-- 
tlon across the College as'a whole.- . ^ t 

% M _ 

No additional funds have been made available €o* the College/ as a 
f 

whole, from 4^ funding body (tKe Scottish Education Department). 

I 

All the consideration of proposals, * the , preparation of detailed plans 

V 

t 

' \ • 

an<5 the experimentation with ir^plementation is therefore borne within 
the current expenditure.* Any longer term effects On spending '(for 
example by a different deployment of staff) have yet to be analysed 
and investigated. ' ^ a 

f. Internal evaluation is la^gel^ in the hands 6f the College Council 

5 . - 



J, , 



aidea by the Assessment AcadeiUc Council,^ the latter having already*" 
made a , survey of somS cijrrfent Jpractices. Furt|ier evaluation will 

depend on the accurate documentation of change as the project 

'' ' » * ^ 

develops, and on the role of the College Council in overseeing the 

» 'i 

global iii5>lementatio^ of 'the proposals. 

*nie appointment of an external eva^^-uator has yet to be fully dis- 
cuds^d; although there is a general impression that this should be 
done. . • . f » 



2. Change Analysis, 

a. The proposals were put forward at a time when there was a large 
" measure o.r ihsecjirity within the Scottish Colleges of Education 
System* It was widely held at Central Government level that there 
existed an excess of places in the colleges for the training of 
teachers, with a consequent staff complement additional to require^ 
ments. Ihis resulted in staff redundancies and threatened Dyndee 
College^ closure. Although this latter threat has now receded^ 
there has been a reduction in staff nus^bers from about 140 to ^5 by 
means of "vpluntary redundancy". How^ever ,there was still a strong 
feeling existing that the proposed restructuring posed yet another 
threat to the security of individual members of staff. The yay in 
which this feeling manifested itself was an opposition to specific 
parts of the proposal. Thus the^ssible introduction of a Faculty 
structure with^ attendant Deans of Faculties\as by some people 

as an alternative to the existing Department structure and suc^ an 
alternative was viewed as a fur^Uj^^ threat to the security of staff 
• pp'sts. 

{is a^ me and of overcoming *this opposition, two strategies were adop- 

• * ted. » ?i?:8t, the Principal of the College addressed the academic!* 
staff 'to explain the ^proposals and their implications for a more 

* secure future rather than a more threatened one* Additionally the 

ERIC • . 1 ' . ' '6 ^ ^. 



Principal offered to discuss 'with individual Departments or groups of , 

'Departments any specific concerns still hel^. In the end only two 

of the 21 Departiaents took this opportunity. '\ - 

■ « 

At^urther feeling amongst staff was indicated in their strong desire .» 
to be involved at the highest" possible levels of decision making. 

• ' ■ 

This was obvious by the cl^ar demand that the d.ected members of the' 
four Academic Councils ba on the basis of open nomination and secret 
ballot - despite .^prior recbnH.nda;tion Cro. the College Council re- ^ 
garding possible" Academic CounciU membership* Although the nomina- 
tion and ballot procedure n^ant a^^e-lag in the.eetablishre^nt of 
the Academic Coun<j|ils/it was deemed 'necessary to allow such a pro- 
cedure to take place. It is interesting to note that the elected 
members at the end of this process w^re exactly the same as those 
' initially recommended by the College Council. > 



b. Since the start of Jthe B^oject no unfofeseen events ox forces 
have yet developed to hind^ the acbieyement of the goals. It is, 
j however, only nihe months since the first proposals were annoi^ed. 
\;f anything, the only possible drawback .h^s been^a widening of inter- 
ests of the various/ Academic CoAicils as a result of Jhe Iftrge ^um- 
bers of siijmissions, 'papers and -reports brotight forward by members of 

7 ' ■ " . 

staff- This Jias meant that the. amount of worK. (preparatiori for meet- 

• » « ' ' '* . 

ings, analysis of documents, discussions .with coIleagues> has truly 



been very hedvy. 



One aspect of this work-load is reflected in the need to keep track of ' 
ill the papers subrnj^t^ied to and resulting from CounCil lQiei| tings. A ' 
clear and'sin^le labelling has been establishc^d together vith a "stock" 
set of all such papers which any member of staff may consult. 

* m * * 

c. After nine months, the progress made has probably exceeded earlier ■ 

«■ . 

, expectations. No f«wer than twelye fundan^tal reconmendatlons havo 
been passed through the College Ex^cijtive CooBaittee, as a r.esul^ of 



which the following changed have been implementeds- ' 

>tir a Planning Team has been set-u^(oh a trial basis) to 

examine from first principles, all TeacheJC Training 

•Courses offered by. the College iri Primary School 

Education. ' ' • * ' 

* * » 

(iiy an experimental common approach to the assessment of 

^ teaching practice has been undertaken by Departments. 

» 

It appeeu^s that the momentum gained by the project has.^ot been lost 
and that, despite a very heavy involvement for sojae members of staff 
the ground being covered and "the progress being made is consxderable. 
In some loeasure this has been due to the meD±)ers pf the College Coun- 
cil allbcatiAg part of the week, .every week, as "Council time", and 
the general rating of 'council work as high priority. ^ 

k 

Additionally, a draft document entitled "Ttie Way Forward" has been 
circulated to every ^meitljer of staff. Ihis paper* includes all the 
proposals and recommendations referred to above and sets them out in' 
an overall new College-policy. ^ , , • 

\ • ' • • " ' . 

A sunaaary/^p^ihe forces, operating on the project is as follows. 
In favour: - • • 

(a) iliere has been full^pport from the Principal throughout 

* § 
all the negotiations and discussions. 

k ; * 

,(b) Otie dynamic leadership of the College Council by the 
\tlce-Principal and his tireless efforts to* maintain 
progress is widely recognised. 

(c) Many meniDers qf staff realise that anNkbsence of change 
might jeopardise th^ ^future existence of the College. 

(d) Otiere is the challenge of a fresh ^tramelled approach 
* k . 

to Course planning and pedagogic thinking. 

8 (e) Recent College developments in independent and indi- 
vii^ual learning systems have given menibors of staff ' 



' relevant: experience in 'working this mode. * 

* (£) A ineasure of , experience in inter-departmental activities 
, has been gainefd througlFrecent "distance learning** 

r 

courses. ' ^ ^ ' 

(g) There is extensive technical support and study facili-' 

. . , ties , available Jto aid j.nter-disciplinary activities. ^ ^ 

^ (h) There has recently been little »staff turnover (coainly 

due to a cutback in the^ ^xpemsion of educational ser- 

vices) so that continuity of practice and planning is 
^ , / \ ' 

' maintained. C 

(i) The possibility for all training courses to become 
, .Degree Courses is' unde^ active investigation. ^ 

(j) The interest in cross-discipline collaboration is ,bQ- 

i - . • ' 

1 coming increasingly obvious across a wider front of 
educational thinking. ^ ■ 

In opp05j:tion: ' 

(a) There is an iriherent "traditionjilism" in Scottish * 
^ ' educational ^thinking. 

(b) Some staff *are 2mtagonistic or indifferent to the pro- 
posed changes in the structure* 

(b) There is a minoi:ity belief that th*o College i^ too small 

to have a pew Course fft^ucture on top of. an existing , 

} 

-i)epartJDexYtal structure^ 

(d) There is opposition to the effective change ot pedagogic 

decision caking from Heads of. Department. to Planning ' 

- / ' • ' 

. Team Directors, 

(e) There are fear? that certain aspects- of teaching within 
Courses .cannot be fitted into an integrated course 

9 ■ : : 



^ structtire. ^ 



U) /mere Is a degree of " institutional inertia" 
whereby the system tends to retain its •current 
status and structure. 

s 

. ' (g),'Ihe general contraction in educational resour- 

» ces (Including staff) does not encourage 

* » innovation. 

^ • uh) Ihe size and extent of the proposed innovation 

Nl,..-!^ itself unsettling. 

/ (i) staff insecurity remains over future "possible 
college closures. 

* 

(j) For many there is a "fearV of thinking crea- 
tively 'and flexibly as Qppose^^ to the /'securi- 
. ^ ty" of what is known and tried. 

» * 

Strategy Design 

It is' always difficult to maintain a steady rate of progress, particu- 

larly with competing demands on individuals' time. However no, marked 

"slowing down" has been noted over the past nine months. , In fact the 

early progress (possibly greater than was anticipated) has served to 

» 

maintain a high level of commitment from those most closjeLy involved 
in tl^discussions, vAs indicated in lb. abov^, a Si^tailed plan was 
envisaged within twelve months of the ;first submission pf the propo- 
* sals. As noted in 2c, the draft paper entitled "Ihe Way Forward" 
enixjdies all the recommendations within a policy framewcnrk^ It may , 
therefore, be claimed that progress is in advance of expectations. 

Ihere is, however, Still work to be done both in getting 

document accepted by all meicbers of staff and by' the Executive 

t^e and in working Out the details of what it entails. ^ 

# - 

1he#exp6rience of the Palmary Educational Planning Team J established 
on a trial basis) must be taken into Account in establishing fanning 



th4 policy 
cutive Commit- 



Te2up3 in other «eas, ihe problgms met and overcome by the trial 
Planning Teap have been largely new in that they hav^ often not been 
faced up to^previously • The additional stresses facing a Secondary 
Education Plannirijj- Team include" the prospect of mor-e firmly held 
"departlne^itQl" vievs. In view of 'the perceived' importstnce of the 
Director of a Planning Team, it will be vital to appoint someone who 

■ « ■ 

is not seen as holding an allegiance to any single ^object or sub* 
ject area. , 

With respect to Departmental Groupings' referred to under la, (i) it 
will be necessary to take account of widely differing views about 

- the way in which^ Depart;ments will work together. 

•J hov^many Departments can expect to^<Jrk collaboratively. 

-.the range of different groupings to meet specific 

i 

course rteeds. 

V— ' ' ' 

Ohus grou|5ings may b^ seen as "loose confederations" rather than as 

Kaculties as was initially eWVisagec}, and these confederations may 

alter as the course needs vs^, 

■ t 

' Other Courses offered by Dundee College, namely those m Ci>mmunity 
Education and Social Work should be includecl in every aspect of thei 
new policy. Furthermore there is a growing feeling thdl^the extent 
of integration should include comzron Course element^ ^with student 
teachers '^raining. This maV ultimately lead io « coronon course 
being offered, at elementary level, to every student entering the 

College, leaving the choice of finetl qualification to a later stage 

1 • 
(rather than prior to entry as at present). Although there probably 

< 

exists sufficient goodwill in this College to encourage such a move, 
• * ■ 

• * 

the controlling factors outside (Central Government)- are likely to be^ 

■ • 

laore xestricting. • • 

An Initial strategy to explore* some of these difficulties is* to^ 
encour^iSo an open discussion aroong'st staff atTali ldJ^ls, This will 

• 11 ' 



Include non-Academic support staff as well as academic staff. It is 
not anticipjitedi at this stage, that*there will be any directive * , 
given from top ruanagementr although it as recognised that differences* 
of opinion and views wiXX still exists Any resolution of these, if 
not possible by consilltation, must fa,nally be made at the^ level of 
the College Executiv^Committee . n 
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